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MANAGEMENT AT DEVELOPMENT PLANT NO, 2

General Characteristics

1. | |Devalopm§ht Plant No, 2

(Opytnyy Zavod No, 2) ol the Mimistry of Aviabion Industry, located at Uprav-
lencheskiy, Kuybyshev Oblast, This plant wes engaged. in the dsvelopment of
Jet-propulsion engines. and in the establistment of production methods which
could be adopted in samnl-produc‘tion pla.nts. Plant No, 2 was nolt engaged i=
serial production., It was under the immediate supervision of a deputy mini-

“ster in the Ministry of Aviation Industry,

Inspection commissions and the auditing of plan fulfillment reports were the
principal means by which the Ministry of Aviation Industry (hereafter called
the Ministry:of Aviation in thi# report) supervised the progrsss of operations
at Plant No, 2, Each year the ministry ?atched an inspection commission to
make an on-the-spot check of activities at the Upravlencheskly plant, It is
also interesting to note that the USSR Council of Ministers also dispatched am
inspection team to the plant annually, According to my Soviet colleagues,
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the Council of Ministers sppointed a committee for the direet inspection
Hf Buch key projects and entérprises as canals, hydroelectric plante,
and development plants. This inspection commission,which visited Plant
Ng. 2 consisted of five or ®ix men, including a chairmen, technical,
.m’manzzatioml, and finance igspectors; and an inspectoer representing

. &ir force interests.

3. The most recent director of Plant No. 2, a man by the name of Kuznetsov,
wee undligputed hogs ef the enterprise, enloylng so-called "one.msn
repponsibility”. He was simultaneously ¢hief designer of the plant and
thug wes in .cgarg .of the Designing Office. It should be noted thst in
811 Soviet aireraft development plants the chlef designer -1s sutomatically
‘technical director of the enterprigme. A plawt director who 1is not
slmilteneously chief designer ia only the sdministrative chlef BT opere
tiong. ; ‘

4.  Develgpmeént Plant No. 2. comsisted of three main Ffunctional divigions;
Y a Deslgning Office (Kengtruktiemsbuerc), headed by the €hief Hesigner,
the Testing Installetlons (Versuchsanstalt), under the direction of the
ghlef metallurgist, and the Warkshoy erkstaette), headed by the :
ghief engireer. 25X1X

25X1X

5. The organization of Plant No. 2 also included certain important admini-
#trative offices and personnel. Perhaps foremost in importance was the
local Party Committee hemded by the Party Secretary. Then there wag @
the buminess directer of the plant who held the title of Assistant to
the Director for Adminigtretive Affairs. The Chief beokkeeper, a
‘Bubordinate of the buginess director, was apprrently under the functional
egntrol of the Minigtry of Finance, and not the Ministry of Aviation.

6. Section 3, the Planning Office, may also have been under the functional

- centrol of a central agency other thsn the Ministry of Aviation. It
reported on plan-fulfillment progress,not only te the Ministry of
Aviatlion,but alsy to the State Plenning Commission. The Technical
Comtrol Sectlonm, or OTK (Otdel Tekhnicheskly Komtrol), was ancther gection
under the direct functional supervision of a ministry other than the ~ .
Minigtry of Aviation. Concernsd with enforcing standards of efficiency
and aceuraey; 1t reported to a .central ministry .er ageney responsible. for
such matters. And finally, the personnel section of Plant No. 2 was
under the functiopal supervision of the MVD. The Chief of the personnel
%eetlon was an MVD officer and received him instructions directly from
that minigtry, _ -

T« The Security Section, or Seetion 1, was respongible for the control and

: safeguarding of all classified documents. Classified material received
by the plant was sent directly by courler to this offiee, which in turn
trammitied the material to the director or others concernsd. Althaugh
net certain on this peint; I agsumed that thig zectlon, too, came under
the contrel of an guiside ministry or agency, as securlty sections ars
srganized along the mame 1ines in all other Soviet plants. On the other
hand, it 1s possible that each industrial winigtry had its cwn chier
directorate thus devoted to security matters, since only gpecialized
minigtrieg would be in a positien to determine which technical material
whould be clasgified. 4

' 8. I might note at this point that all Soviet plants have the gameorganizu«
tien and desgignation fur certain baisic adminigtrative offices. TFor exampls,
Seeurity sectlons are alwaye referred to as "Section 1" (Pervyy Otdel),
.Planning sections are always referred to as "Section 3" (Tretiy Otdel),
and Procurement sections ere designated es "Section 2" (Vtoroy Otdel).
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‘eatablished the general strategic requirements of the USSR, For example,

-1t determined thst Soviet industry must produce a certain number of

Jetepropelled aircraft of a given performance standard; superior in
number and performance to thoBe currently produced by Western nations.

These reguirements were passed on to the Minisiry of Aviatlon, which
determined the esrliest dates for the achievement of these production . .
goals. If these reguirements called for deéveTopment of a new pldne,
aircraft desighers in the ministry developed technical specifications
and plans and passed them on to the Council of Ministers as specific
projects. '

-The Couneil of Ministeré discussed and approved these projects and

-egtablished their total cost, as well &8 flnal completion dstes.
Total costs were held to include weges and salaries, raw materisls,
other purchages; and bonuses. I should emphrsize that the Couneil of
Ministers did not deliberate on the production plans for enterprises
-engaged In serial production; but only considered key projects such
&8s large public warks or experimental aircraft. B

A project wae then returnad approved to the Ministry of 4viation; whieh
submitted it to the various aircraft development plants for blds. Such
& project was trested es & contract, and the directors of ‘the various
Plants engeged in aircraft development were forced to edmpete for 1it.
In cases applicable to Plant No. 2, the diresctors of the varioue plents
gngeged in developing aireraft engines (in my opinion there were at
least six such plante in the USSR) were called to Moscow, where the
terms of the projectwers real to them. A director was then given a

‘brief periocd to check on possibilities within his plant before submitting

hig bid. '

The plant director who made the best offer in terms of production time
and costs usually received the assignment. In gther ‘cases, g project

was. ayarded to two develapment plants, which then carried out parallel
operations. In the case of several contracts awarded to Plant No. 2,

this bidding was probably 8 mere formality, as the projects had definitely
been drawn up specifically far this enterprise.

The Sovlet economic appuratus bas lsid dewn the general rule that s
director of such an enterprise as Plant No. 2 is never forced to take
an asgigmuent from hia supervising miniatry, but, rather, ig obliged to
compete for such projeets. The idea iz that each person engaged in
Andustry, ineluding plant directors, bas to asgume a personal obligation
&nd not simply recelve un order. It is felt that this principle
Btimilates efficiency and initiative on the part of piant directars.
Failure of & directar to obtaln orders or contracts for his plant would
mean that he would lose his Job. The plant could even bé ‘closed if

1t were so inefficient a8 to be not viable. 7This, of course 5 Wag a
rather limlted form of competition, aa perheps only six enterprises

in the USSR were engaged in déveloping airersft engines. = Furthermore,

-ngt 8ll of them were equally suited to take on the same tasdks,

The Planning Office of Plant No. 2 took over after a project had been
agslgned to 1t by the Ministry of Aviation. It drew up individual

Plans for the various sections in conformity with the original final
equpletion date set by the Council of Ministers, On the basis of its plan,
& section drev up assigmments or plans for each individual warker.
Indlvidual sections reported on the monthly fulfillment of their plans

to the Planning Cffice, which in turn submitted plan fulfillment reporix
for the entire plant to s higher ‘agency. I believe that it reported iy
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' & Plenning Office within the Ministry of Aviationy,and to the State -
Planning Commiseion ax well, a situation which probebly applied only to
enterprises engsgsd in-develdpment work and other special projects.

16. The Plamning Office was mainly responsible for supervising the fulfills
ment of plans by individusl sectioms within Plant No. 2. The Party
Committee “alpu-pleyed an important role in controlling plan fulfilliment.
but generally only emtered the pleture when a shop or section was falling
behind in its work. The Party secrebary continually checkéd on current
production tn order to determine-wesk points in the plant¥s operation.

He reported such cases to.the director and they presumsbly worked aut
sgrrective measures together. Often this took the form of an ‘on-the-spot
investigation of esuseg of Peilure by the Party becretary, which werse
_followed by shop meetings designed to carres - “he. production shortwcomings.

1T. Seetion or shop chiefs did not usually falsify reports in the event of
fallure to fulfill monthly plans. Hawever, it was true,of course,
that wheh the plant as s whole gr an individugl section failed to meet
ite production schedule, it would always make excuses in its repert
gnd would attéﬁgt +t6 place the blame elsewhere.

"+ 18. On the whole, the planning system hed an extremely feveorable influence
o the efficiency of operstions at Plant No. 2. Some Jobe were completed
there in gnesthird of the time required for camparsble aperations in &
Qerman plant. This wag posaible only because planned operstions provided
for more efficient use .of manshours and eliminated extranépus production
getivities. For exemple, it is not at all uncommon in & Gérmsn aircrsft
plant that five or six draft designe of a new engine are prepared, an
operation which often lasts an entire yesr. Designs for s new engine
seye often completed within two weeks at Plant No. 8,and the protetype
engine wag resdy for mass production in three or four months. A properly
drawnsup plan provides every last worker with a specific sesignment, gives
everyons sn incentive to weork. In the last analysis, 1t 18 a control
ingtrument which prevents i1dling and cuts down on wasted man<hours.

19. Soviet planning methods hed, of course, their drawbacks, but these were
far outwelghed by positive effects. The time alletted for a given
apergtion wag always too shartyend we never met our original production
sthedules. This Pactor exerted a certein pressure on the engineers and
workers at Plant No. 2,which scmetimes led to hasty and instecurate work.
Ususally this presented no unsurmounteble problem, as additlonal time
for projects waes granted if reamonsble explanstions were presented.

20. Incidentally, it was impossible to argue about the over-optimism of originel
yroduction schedules with .our Soviet administrators, no matter how une
realistic the plans may have been. I—r |soviet  25X1X
engineers alweys replied thet it wes Impoasible to sey beforehsnd whether
or not a completicn date for a new projlect could be met, To doubt its
feasibility, they said, dsmonstrates nothing more than an unwillingness 25X1X
to work, and this means sabotage. o

25X1X | [ SevIst SGIleagues were
the sources of my informstion concerning Pelitburo functions in industrisl
Planning. They were awsre of these activities as a result of earlier
exployment in Moscow in'the Ministry of Aviation. A Germen aireraft
.'Migner, formerly chief designer of Plant No. 2, was the source of ny
. information concerning bide for production comtracts. I should note that
14 befare Kuznetsov became plent director, o German served as clitef d.eﬂigner.’
: and & Soviet as director. Under this arrangement, both the German chief
dsgigner and the Soviet directar were required to eign céfitracts recaived
from the Ministry of Aviation.
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£2. The chief professicnal shortcoming of Soviet aviation engineers was their
syerepperialization. . This ia & dirvect result of the type of training
affered b Soviet techmical universities and institutes. Soviet :
sdmini stretors maintain that they need englneers who are highly qualified
in one field of specinlization snd not engineers who lknow a little about
evarything but nothing very well. It is the German point of view that
university training should prévide sh englneer with a thorough but broad
technical background,and that spe¢lalizetion in & given Iine of engineering
will develop im the course of a man's caresr.

£3. Ag the regult of this educatiomal policy, Soviet engineers at Plant No.2
pesgessed o over-all picture of activities ‘here.. If an engine broks
dearn while undergoing tests, the Soviet engineer in charge could sgeldom
agcertain the cauges, us they were generally beyond his narrow field of

penializetion.  In such a case; the Boviets would.generally form a

Meollegitm™ of weven or eight spesialists who were only £ble to declds
Wwhat wes wreng sfter-poaling their -¥nowlsdge snd sfter hours of discussion.
_Designivy was woothér wesk side of Sovlet engineers. Lespite their
gngineering training, most Soviet designers were in reéality ndothing more
then simple draftsmen, '

gh. In general; ¢ne can charascterize Soviet engineers sz good;in theory but
wepk in practice. The postwar Spviet aviation industry hes schieved
suceess in some £lelds, but this has been derived only from informatign
obtained from Cermsn smpecialists employed in the USSR, Western technical
L1iterature, and prototypes obtained by their purchasing agents in neutral
countries such as Sweden. In fact, the skill of Soviet aviation engineers
in improving and cgpying Western aireraft develompments im one .of their
mpet commendable technical qualities. Another strong point of Soviet
gvietion engineers is their excellence in msthemstics.

25. By way of illustration, let us consider Kuznetsov, the chief designer o
and director of Plant No. 2 | | Kuznetsov 25X1X
Was &n englneer by profession and held the rank of colenel in the Soviet
Alr Force. He was a Party member, = man in his middle 40's, Before
mssuming the positions of director and chief designer, he had been chief
nf an office in Plant No. 2 engaged in designing alrcraft engines.

£6. Kugnetsov wee the mopt skilled of the Soviet engineers at the plant. He

was technically qualified for his position to the degree that he was

aazfa'ble of evaluating Huggestions made by Certian designers, of selecting

wut the begt of several suggestions, and of forrecting mistakes in thése
suggestions. But he wes incapable of bringing forth any new idea of his
wen in regpeet to alreraft engine designs which met the requirements set
by the aviation ministry. He tried to do this on several eoccasions but
gmly Palled in theae attempts. In general, he relied on the technieal
inltiative of German designers, especially Engineer Prestel. In faect, the
plapt fulfilled the requirements of the Ministry of Aviation gnly becauss
Xugnetgov was willing to give his epproval *e suggestions msde by leading
German engineers there. ' . ’

27. I was upawsre of sny partiecular socisl tension between the Soviet workers
and Intelligertsia at Plant No. 2. Soviet workers displayed no general
Aislike of thelr gupervisors ag & group. Some were considered "good guys™,
some not, Just as in any Cerman factory. For one thing, some workers,
particulsrly Party members, were often given Jobs which ensbled them to
g8rn af mudh as many engineers. Thim fact tended to allevigte any sbnormel
envy of wdllspaid manageriasl persomnel gn the part of the warkers.

£8. Soviet mensgerial perscnnel;, for their part, had an entirely normal attitude
téward the Soviet working cless. Their attitudes in this matter were no
different than the opinions held by their Germen or American counterpsxts.
They demomstrated neither over-respect nor disresgpect for the wc‘si-king glasy
in any particuler msnner or attitude.
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29. I would characterize the average SGviet skilled worker as a mediocre craftse
~ man, There were some highly capable workers employed at the plant, but
they were exceptions rather than the rule. -“The typieal wérker had had
ttle Popmsl training in his trade other than initial on-the-job training,
, h lapted from~#ix weeks to three months. Those workers who completed
thisQrief period of spprenticeship immedistely took their place among
-gthery, \ore experienced workers in their trade and were forced to compéts -
e
B

with Those who failed to meet thelr norms, who could not make the

. grade, demoted Yo jobs celling for unskilled labor. A few outstanding
workers were selected out of those who remained and were given further -
voegtional tratning. o

30. The average Soviet worker wss relisble in his work, as regulations required
him to pay for any faulty produstion or breakage for which he could be
held responsible. In fact, the first thing they learned was to be careful.
However;”any enthusissm for their werk, any particular interest in doing
8 good Job,; wes emtirely lacking. ‘ .

31. Various forms of "socialist campetition® were put into practice at Plant

No. 2. Most common were contesta drawn up between two sections, each
rledging itself to outdo the other in everfulfilling its production plan
¢r In cutting down costs. Thege contests were sometimes carried to

25X1X ridiculous extremes. | | engingers employed in the Designing
Office phee had wm competitlion with the charwomen who clesned our offices.
The engineers were supposed to cut down opersting costs by 10 percent,
economizing in the use of paper and pencils, while the charwomen were
called upon to reduce thelr ceosts in a similar amount by using fewer rags
and less so08p. ‘

32. "Sgeialist cbligations" was another work method designed to promote efficiency.
Individual workers and brigedee. signed conmtracts or obligations pledging them=
gelves 4o cut down .on costm or speed. up production by certsin gyecified asmounts.
And, Pinally, plant managers resorted to persongl acclaim in order to stimulete
efflicléncy. One or two workers.in each shop were singled out -eech month
for their outstanding achievements. and were honored by special publicity. .

. and an extrs bonus.

33. These measures were generally taken serio ‘}.y by Soviet workers and employees
and were carried out in good fsith. They tended to achleve their desired
effect; of greater efficiency and & speed-up\in production, -

i

-LABOR AND WORKING CONDITZONS AT PLANT NC. 2

Salaries and Wages
3h. Soviet industry follews the basic Principle that everyone (other than those
peid on & piecework basis) who fulfills or overfulfills hi® production plan
is eligible to receive a bonus. Theoretically, every projéct ampigned tp
Plant No. 2 inecluded = specific $um set aside for bonuses ; which was
" ‘ distributed in the event that the project was completed on Bchedule or
ghead of time, ' -

35, Let up assume for the sake of example that 1,000,000 rubles were set
agide for bonuses for a certain project. This was no gusrantes, however,
thet the total amount would be received by workers and employees in the
Plant; nor did it mean that the entire fund was distributed at one time.
‘Thip sum was dlvided up according to the various production stages,
perhaps 300,000 rubles for the Designing Office, 200,000 rubles for
testing, and 300,000 rubles for the production of parts. If the project
wes completed on time in all its phases, but if, for example s only
the Designing Office met its schedules, then only 300,000 Tubles wers
- relenped. Furthermore, bomus funda were not only distributed on the
_ﬂ‘nal completion of the yproject but were relessed on s .current 5 monthly
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basls sE esch specific production process wae completed. For example, if

& varkshop completed on time the production of a certain set of parts
needed in sn éxperimental engine, the plant would notify the contracting
agency, normelly the Ministry of Aviatlon, of this fact,end 1t would re«
legge perhaps 40,000 ru'blea ‘for distribution.

Degligners in the Deaigning._()f;ﬁ'ice who received s bonus Por fulfiliing = -
project ¢n time slso obtained this premium on a plecemeal basis.
Tyenty-five percent of the funds set aside as bonuses for a specific
proJect wus relemsed upon completion of preliminary calculations end
ferlgne, 25 percent was distributed when the engine wes first tested;and
4he rematning 50 percent was distributed on the successful completion of
the fina,l afficial test run (Staatslauf)

Most. production workers received no bonuses, us they were peld in accordauce
with nerm fulfillment. KHowever, all other workera and employees in a work-
ghop not patd-on a plecework basis (the shop chief, engineers, foremen, and
workers revelving fixed selaries) received bonuses vhen they were distrihuted.
Bonusges wers allatted to the shop as s whole and not to individual workers.
Final dimtrivutton wes etther determined by the shop chié? alore or, with

his epproval;, by = shop meeting. In the latter case, the workers in the

shop ususlly elected a cammittee whigh determined individual shares

a.acnrlﬁ.ng tcz individual contribution.

It sheould be myted thet, of the total sum of money sllotted te the plant

88 bonuses for the successful fulfillment of a contract; sbout 1Q percent

was get mside for the chief designer; 5 pewmcent fer the plant director

and 3 percent for the chief engineer. The remalning amourt was distribute625x1x
amgrg ather employees and workers in the manner -described above.

Bonuges were seldam received | |
at Plant Ne. 2; presumably becsuse of the diificultles encountered in
inltlating dperatioms there. Later, after production problems had been
irgned out and the plent received numerous easily-fulfillied contrascts from

- ather plunts or agencies; almost all engineers and designers received

bonuses on & monthly basls. | | 25X1X
1 | I have heard that,during 1951 and 1952, most

gnglneers and depigners recelved monthly bomuses smounting to 50 percent

of their basic salsries and section chiefs were awarded monthly bonuses
s.m(mnting" to perhaps 75 percent or 100 'percfent of their basle salsries.

Production norms-for workers peid on a plecework basis were continuously
thecked mnd revieed upwerde during the years frem 1946 to 1950. When we
first started gperations in 1946-47, most German warkers could fulfill

their dally morms in & metter -of four hours. But,during the last monthe

| perhaps . one—third of these workers were'falling

ahort of their dai:ly quatas.

In theéery, production norms were supposed to confarm to the output of an
#verage worker engaged in a specific type of work. As & tesult, norms.

yere conktantly incressed if a shdp continued to overfulfili its monthiy

plang. Furthermore, many ambitious shop chiefs farced norms upwards
beeauge of their desire to obtaln grester efficiency., This was especially
true when two or more workshops were engsged in a socialist cempetition
ta determine, for example, which shop could produce parts for a certain
engine in the lesst time.

Produetion norme for certain very bagic items, for example, a strew,
were fixed according to nation.wide atandards. Otherwlse; they wére
very elastic. Responsibility for esteblishing non-standard norms was
divided between the Technslogieal Section and esch individual warkshop.
The responsibilities of the Technelogical Section were two-fold. The
log sssigned there received from the plant msnagement a work

_ar er for a specific workshop and broke it down inteo. individual werk
assigmments. This schedule was then turned over to the kalkulator
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asaigned there, who fixed the nerm for each work sssignment. .That is,
he satablished the time required far ‘each production process. In
addition, the kalludatgr sssigned to each shop congtantly checked on«
the-spot fulfillment of these ngrms. He was autharized to lower or
incresse nerme 1f they were fund to be oubt of line with the efforts

of average workers.

It wes my understanding thet salaries and wagea in a develupment plant
wexe higher than those pazid in plants engaged in serial production.

Soviet gkilled workers who fulfilled their norms by 100 ‘Percent received
fram 800 to 1,200 rubles per month. A few, particularly Party members
agsigned to easy Jobs, were able to e8rn aa much as 2 »000 rubles & month
by grestly exceeding production quotas. Foremen generglly received shout
1,200 rubles per month and supervisary faremen 1,400 to 1,600 rubles

per month, plus bonuses. The salaries of Soviet engineers varied in
ageordanve with professional experience. They received from 1,200 te 1,900

‘rubles per month, plus bonuses, The aversge Soviet sectlon or ‘shop chief

ks,

46..

&7,

Terelved a4 salary of 2,500 rubles per momth, plus bonuses.

Saviet workers and lower-grade techmicians at Plant No. 2 were evidently
npt. restrieted in their employment mobility. They apparently had obtained
Buployment at Plant No. £ oo their gwn initistive and not upon oerder of
Bome gOvernment agency and were free tQ take up employment slsewhere when
they wished, '

Engineers and gther employees in positionz of equal Tesponsiblity, however,
wetk fegfricted in thelr freedam to choose their plece of employment.
Graduste engineers who had attended a university or instftute with the
suppart of a Btate scholarship wers required to serve for & periocd of

Tive years after graduation st & post designeted by the Ministry of
dvistion. Not enly thet, thege young engineers had to pay to the govern+
ment 20 percent of ‘their selery during this fivesyear period in crder te
xepay scholerships which they had received, ‘

All Seviet engineers at Upravlencheskly signed contracts When initially
employed there which required them to remain at Plant No. 2 for at least
t¥d yeers. It was possible ‘for them to obtain employment elsewhers after
equpletion of this contract period elther by recelving an sppropriate
erder from the Ministry of Aviation or on their own initistive. The letter
Xtep was by no means simple, as an enginesr had to obtain the permission
of both the plant directar and the Minlstry of Avistion faor such a mgve.
It should be noted, however, that most Boviet engineers were pleased to be
#pplgred tg Plant No. 2. Being a development plant, mssigrment there mesnt
& mtep forwerd in a career, as well as more PEY

Many Soviet enginecrs and designers lefi the Blant during wy peried 4F
wuployment there. I assumed that they were transferred by order of 4he
minlstry end not as the result of persorsl initistive.

48, The Personnel fectiom st Plant No. 2 received administrative instructions

from the Plant Director but the functional directives from the MVD, Tt wez,
in faet,a lecal agency of the MVD, directed by an MVD efficer, Major Kelychenks.
[The source had never’ heard of the term "MGE" while in the USSR,/

This office carried out the ngrmel functioms of a personrel Bection; as well
&5 those of 8 security agency. It maintained personnel Pilea on esch euployse
which ineluded stendard personnel dats as well as any detrimental repéres

on an individusl ‘s professionsl snd politiecal activities, = The Persgnnsi
Bectlgn also bandled certain requests or complaints of the Germen empldyees
&t Plant No. 2. For example, we were required to gbtain permigsion and, ir
the early years, s "guide® fram this gffice whenever we wished to wisit

Kuybyshev or gther localities outside of Upravlencheskiy.
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30. Mejar Kolychenko sppeared in & uniform as well as in civilian elothes, when
4n the Job. This uniform, the same color as standard Soviet army unifarms,
wax digtinguished by silver shoulder boards bordered by blue piping. He
Wore & visgr cap, the smme color a5 the uniform, with either & blue ar red
band around {t. I reeall that Kplychenko prévicusly had worn & different
type of undfarm, but my mempry feils me in trying to deseribe 1t.

51, The gusrd detachment at Plant No. 2 and probably the Fire Department were
fubardingts to the Personnel Depsrtment and received direct grders from

Kolychenko.

52. An invegtigative gffice at Plant No. 2, referred to by both Soviet and
German employses as "the MVD office™, was evidently regponsible” £5F maintaining
political and econcmic security st the plent. This office operatsd entirely
independently from the plgnt administration. Its personnel consisted of
three ar four msle emplgyees who must bave had previous service in Germany,

to Judge from their flawless German.

53. The pfffce reputedly supervised the operstions of MVD informers within the
plant. At least 10 percent of all workers and smployees, both Qerman and
Spviet, were in the sarvice of the MVD. The identity of most informers in -
the Deplgning Office was a known Pact mmong other employees there. Imssmuch
€6 these infarmers Wwere not particularly cbjectignable on any other persomel

Az politiend eriterign, I sasimed that most of them had not velunteered for

this work but were under gmme moral gbligation te do so.

25X1X sy, .

5. M.ﬂwugh ‘the Boviet engineers in the Designing Office pever mewtitmed a
w¥ord sbout the MVD, they begame very excited whemever an MVD investigator ..
_ ed 1n the office or whensver spmeone was cslled in fur an interrogae
tign. They obvigusly regarded the MVD with grest fear snd respect,

56. Nevertheless, I do not believe that this oppreseive cloud which hung aver
qur heads lesseped the effi¢lency of operstions at Plant No. 2. Indeed, the
-OppoRite wes true; as this affice was empowered to uncover techrioal as well
&¥ politlecal ghortoqmings., This proved helpful in correcting snd gurtsiling

production afforg. The MVD investigstors-sthey had free sccess 1o every
®ectlon in the plant--npt quly checked up on major breakdowns but alsp aingr

Produstion problems. For example, whenever faulty production recurrsd ina

glven ssetion, the investigators appesred on the seene in order 9 determine

the sgupe of the trouble, '

37. As mentioned sarlier, Ssctiom 1 wag alsg regponsible for the meintenance of

ﬁwity at Plant No. 2 and aecardingly might have been under the Jurisdieticn
f the MyD. ' gl :

58. We Germans were amszed ut the ingenipue, almest foglproof system of personsl
Adentification which the Soviets had ingpituted at Plant Ne. 2. Every worker
and employee was issued & plant pess which included a pioturs of the pass halder
&rd bis ldentifigation mumber, An employee picked up his pass gt the guter
gate when arriving at work and twrned it in to his section's timekeaper when
he entered hig office gr shop. The timekeeper checked aff the smployee's
mumber if he were gn time and locked up the pags. If the employse had to.
vindt anpther section gn business, he cbtained his psss when chescking out
With the timekeeper; za he was required tu present it when entering eni
Legving each byilding. In thig way, plant suthorities were informed br the

- ExEet movementg of wll employees arnd made sure that no wnsutherized perdus
oquld ramm sbgut ingide the plani compound, -
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Thiz pass system also wes a method of controlling tardiness. Any employee

whi reported late to work dl1d not recelve his pess st the gate but simply a

nptige For his section's {imekeepsr. The timekeeper was then required
o pick up the pass at the gate in order that she would have no excuse for

failing to msrk the employee ss late to work.

PARTY ACTTVITIES AT PLANT NO, 2

60.

61.

65.

'- ﬁﬁ.‘

Mpst Soviet Party members at Plant Neo. 2 occupied leading positlioms and,

penversely; most pérgony in positions of responsibility were members of

the Party. For exsmple, sll of the 35 Soviet engineers employed in the
Deplgriing Office were Party members as well as all but two of the engineers
amd technicians employed in the Testing Section.

There sre sevaral explanaticns far this high percentage of Party membersg.
Fogr one thing, it is clear that the engineers who were assigned to werk
with the German specialists in the Dasigning Office had been carefully
sereened for this work, which demanded the utmest reliability. Serondly,
Bovigt authorities wpuld certainly not sllow unrelisble elements to work
gide by gide with the Cermsn specislists, ss they could be expected to in-

forin the Germans that all was not well in the Soviet Union.  And finally,

Sgviet engineers wére undoubtedly required to report on the political
attitudes and persgnel mgvements of thelr German colleagues. ALl these
factors would call figr the employment of Party members in these positions.

To Judge from thelr statements to me; I can only say that these Sgviet
Compunists were loyal, enthusisstic, and ideslistic members of the Party.
Hewever, it is entirely possible that these expressed sttitudes did not
represent thedr inner cpnvictions, and that the Soviet engineers éxpresged

different apinions of their goverrment and Party when among themselves.

Perty membership was a basie requirement for & successful csreer sg s

 Bgviet aerqnauticel engineer. It is possible that an engineer employed
Aw a faetory engaged in serisl production could remain cutgide of Party
“Barid mad st1ll bold dewn s respomsible position. However, 1t would be

wut af the guestion for an enginesr to be employed in a development plant
whe was not g member of the Party. '

Party membersbip wee ngt & requisite for a worker or foreman who wished
g get shead in his work. However, it was generally true that outitanding
Wirkers were encouraged by Party functioneries tg become members. ~ Furthers

e, Party members were frequently given preferentisl trestment in the works

#hops, belng assigned to jobs with low production ngrms and high pay. This
lest fagt, incidsntally; wes the aource of muech discomtent and open ot
Plalnts tn the part of the mass of workers,

Party activities at Plant No. 2 were directed by the Party secrstary, whe

#ngaged in this work on a full+time basis. Next to the chlef Hesigners

dlrestor, the Party secrstary wes the most importunt personage-in the piant.
thgugh the directur enjoyed full repponsibility Tor techntesl comtrel,

the Party secretury wag smpowersd-to theck on the plew:'s Tinamrisl

sduinistration and;, as mentioned before, emjoysd certatn plan vdntral
fupstionB. The secretary wes mot only competent in the Tield of
{::ﬁiwl leadership; but was alge Pamilier with the most intimate
ephnical and edministrative operations, He was, in fasct, the one permgn
uagt repponsible for dally control functiong, and was continuslly in 1.

egupultation with the director on these matiers.

‘The Party Gecrétery was alsg chief of the plant's Party Camuittee, which

Wil conposed almost entirely of section chiefs. In addition, each uf the
three main gperatiomsl divisions in the plant, Designing Office; workshops,
snd teating i ttigne bad its own Party Camittee, or aktiv, as it was

Aften called. Six Soviet engineers made up the Party Committes of ‘the

Designing Office.
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67. Wg Party crgsn other than the ldcal secretary and commiitee clncerned ltself
" with the mansgement of Plant No, 2. Although it is possible that rayom or
ablapt committees check up ¢n the activities of plants engeged In serial
production, this wes not the ca#é &t the Upravlencheskly plant.

68, In additien to plan fulfiliment snd financial contrel fumctions, the
Party 'Secretary and his cammittee were responsible for the publication _
of the plant’s wall newspaper, This Jowrnel publicized producticn breskdowns
snd migtakes 5o ag to exert morsl pressure en culpeble persons and to meke
eertain ag well that other employees would avold the same mintakes.
. Ordtiefsm published In this newepsper wag limited te plant operatioms and
did not extend to the personal sctivitles of Party members and ether smployess.

69. The Party Committee, gr gktlv, of the Designiv, "Pfice held regulsr mgetings

. For 211 Soviet and Cerman engineers for the purpose af raising the techniesl
¥newledge of the former group. Each section within this office gathered
twice 4 week tg hesr and discuss a lecture on current techniesl prublems
felivered on & rotatisnsl basis by German and Soviet designers; The Designing
Office mktiy mede all arrangements for these meetings; they determined the
discugeinn toples, set dates, and provured the necessary speakérs. Au must
4F the Suviet designers spoke Fluent Germen, or were required to study the
German lenguage, these meetings were éonducted in Cerman.

T8, .The digdemination ¢f technical knowledge by German designers wes the primary
purpose of these claesmen or shop meetings. They also served the purpose of
‘engoursging more intensive and efficient operations. In regard tao the former
point, I might nete in puseing that the Soviet designers were required not only
T fulfill their own sssigmientx in the Designing Office but alsa were called
upen 4o gbserve and inguire about the activities of the German enginsers there.
That 1%, they wyere sxpscted tp learn frem us. Their employment st Plant Ng. 2
wgs & training =x well ap a profuction ssaigmment. -

Tl. - 'The Payty Cepmittee pf the Designing Office alsa convoked weekly meetings for
all gfﬁe”o Party members in the Depigning Office for the purpose’ of hearing
and ddscussing & lecture on technicgl provlems. These exclusively Party

mEetings werved three purposes: to determine the learning progregs of each

angineery to determine an imdividusl's knowledge of operaticns in his
partionlar sectiong and td sllow ell engineers to familiarize themselves

Witk the funetions of each sectipn within the Degigning Office, and to

Jesrn what is regquired In directing & Degigning Office.

T&. The plant Party Ctmmittee also held political discuseion evenings for
Party members, arranged politicel demgmatratigns on Msy Dey and ether majar
holidsys, and played a major role In dirvecting the annual State lomn drives.
Gopgddering the multiplicity of these compulsery or seml~cémpulsory extras
urriculer gsotivitiep, it ie oo wonder that the average Soviet Englneer wag
semewhat tired of thege demands on his time and energy. However, the same
sannit be sald pf the memberk of ‘the various Party Committees within the
Plant. To them 1t was e gmue, & mfans of meking a name for themsslves and
furthering their careers. : Co

T3. There was ng apperent confliet within the plant between "Party" ‘and "management™,
88 they wers in = sénse idemticsl. Management at Plant No. 2 conediated entirely

A Party members and the,plants Party Committee consimted almost entiyely of
mpnagerial perponnel. In faet, 1t is lmpossible to imegine anmy confliet
between Party and technicalsdirecters, as technical directives are in the
fingl snalysis Party dirsctives. A plent director fulfilled his Party oblige-
tibng, by mepting his adminigtrative gbligations, and instructions to the
Pepty Commlittee required It to ald and support in any way pussible the fulfills
nent of production plans. '

Th, Thers eve several factors which, in my opinion, can be censidered positive

‘ appecte of Soviet industrisl efficiency gr, if not entirely positive In tbair
€ffepts, at lemst explain how the Suviet indwstrial machinery halds together.
These can be gummarized brisfly as follows: ’ '
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(1) strict coﬁtro'ls and disciislinaz"'y/ measures insured that no cone could be absent
" from his place of work without proper permission.

(2) Payment of wages according to the norm system guaranteed & minimum output
from every worker.

(3) The system of bonus payments which applied to engineers and other leadirg
rpersonnel created pressure for a continusl increase in efficiency.

(k) Regulations reguiring payment by the worker for faulty production raised the
quality of work by punishing negligence. )

(5) The system of socialist competition end cbligations waes alsc effective in
promoting efficiency and inereasing production.

(6) Careful planning of the variocus stgges of production insured-a high degree of
wtilization of mechines and tools. .

(7) Central industrial planning provided that all enterprises worked toward =
eommon goal.

(8) Although planned procurement of production materials was nat alx}ays. successful,
1t functipned st least 95 percent of the time. This was really en enormous
.achlevement, considering the seope and complexity of Soviet industry.

{9) The duml system of controls imposed by the econcmic ministry end the Party
spparstus on industrial enterprises insured in lerge part the fulfillment of
produetion plang, '

(10) And,finally, each Soviet enginser and worker reslizes that only success in
earrying out an sssigmuent can bring him forwerd. This is snother incentive
for industrial efficlency,

75. This system of industrisl plans and incentives, contrals and counter~¢ontrols ’
Junishment and rewards,was s well thought out and sg complete that we German
englneers often wondered what had been forgotten by Soviet plamners. Nothing
was lackings everything was .considered. :

T6. There were seversl negative aspecte of production operations at Plant No. 2 which
I believe are characteristlc ol Soviet industry ss e whole. Especially noteworthy
was -the. enormqus number of perscnnel which were assigned to unproductive positicns,
such ss guards, firemen, timekeepers, and certain administrative posts. Despite
eontrol measures to the contrary, an enormous muber of man-hours wes wasted as
B regult of the bureaucratization of industry.

77, In at ledst one important respect, Soviet industry was extremely inflexible, Plant
mersgers were ¢ften required to weit en extremely long period of time before they
2ould begin a particulsr project. This wes the result of rigid adherence to their
plenhing procedures. Bureaucratie controls generally prevented an enterprise from
undertaking a new project if 1t were not contained in {ts anmual plan, Plant
menagers Blmply bad to walt until the following production year, even in matters
of great importance, '

78. Fgr example, when the German specislists arrived at Plant No. 2 in 1946, we had
slmogt nothing to do for an entire year. Previgus plans hsd not taken pur presence
inty sccounty ne proJects head been drayn up, no materials had beer ardéred to carry
/out these projepts. Even food wes more than normally scarce in Upraviencheskly,be~
-eauge Qur prepence had not bgen forepeen. A plenned economy is efficient when
things go as planned, but it hes negative rather than positive effecte when unfore.
sgén problems arise~swhen g plan has to be changed, when a plan is not flexible
engugh, or 1s bureaucrastically sdministered.

T9. The Souviet planning system was also the ceuse of occapipnal but gerlgus breakdowna
in procurement of supplies. Every Soviet manager was interssted in cutting down nis
material requirements to the bone, as this naturally reduced costs and could earn
him & bonug for his efforts. A plant's material requirements for a gilven praduckion
year were exactly defined in its annuel plan. It often happened that some Urgently
needed materials were not aveilable, as their necessity had not been fopwess: “he
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previgus year when the annual plan had been drawn up. In such ,(ca's'e'x, the entire
planning machinery stood in the way of ‘obtaining these suppliew, as regulations
generelly prohibited the procurément of materials not called for in the plan.

80. Flant managers faced with such e dilemma generally turned to illegal practices
g the splution. In most cases, they were foreed to resort to under~thg«~table
apranggments with an enterprise producing the material in guestion and wonld
be forced to pay two or three times {ts normal prices. They ran a certain
rigk in engaging in such practiees but not as great as would be imagined.
Illegal transacilons and bribvery were so common in Soviet economic life .
that everyone had something ¢f his nelghbor. No one dared to turn informer
for fear that he himself would be betrayed.

81, The technical medicerity of the average Soviet worker was anotlier mejor shorts« og5x1X
eoming of Soviet imdustry.

82. Plant No. 2 wss still faced with twe specific and major problems | |
25X1X %Tﬁe supply of electricity was still critically short, and the trans-

ortation Tacilities servicing the plant were incredibly slow. Operatlions yee
snything but smosth during the first years of my employment there. Ag wentigued
previcusly, plans were chsotic, there was no heat ar electricity #ivailable, &nd
mone of the necessary squipmert and msterials were on hand. But the gltustion
graduslly improved, and by 19%9 thé plant wes operating smoothly. This was
iar-hi,euiaﬂy true after gupplies of limgnik: Epéng? wsg criticel metaliused

n the production of Jet enginep-<iere made available,and after several NENE
engines yeve cbtained. ‘ .

83. Without the suppart of Germsn aerdnautical engineers and information obtalned from

the United States and England by meens ¢f technical journals, espionsge, and
- the purchage of preotatype aireraft engines snd parts; the Soviet aviation indusiry

wauld probebly heve advanced llttle after 1946, If forced to rely upon ite own
regoroes, it might have brought forth ney aireraft; but only far behind the
United States and England. But now the Soviet Unlon possesses a midern aireraft
induptry, thanks to the aid of German specialists end informatien conserning
+technalogleal developments in the Wegt.

84. I might note in this connection that the Scviet Unlon chtained some 15 or so Jet
engines from the NENE (Rolle-Rayce) plent in Enmgland through its purchasing
pgents in Sweden. I do not know if thism was an gpen or covert transmctlam, but it
aerteinly proved highly beneficisl ta-the operations of Plant No.'2.

85. In this conmection, I hesrd frem my Soviet colleagues | | 25X1X
that the Minister of Aviation wae remgved in 1948 becsuse the Soviet aviation
industry had failed to ksep puce with modern aireraft developments. Agearding

25X1X I it was charged thet the Soviet avistion industry had over-
‘SuphEsized the producticn of fighters and light bombers in the medium horses
iy range and had failed to develop jet aircraft end, above all, lomg-renge’
bambers. Khrunichev was the namé’ either of the minister who was remgved from
his post or that of the suceeéding minister.l :

l.*%@mﬁ. As far as is known in this office, Khrunichev was
e ster of Aviation Industry in 1946 and retains that position at

the present moment .,

25X1A
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